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Assistant Director, ORB 3 Auguet 1960
Chief, KIS Division, ORE
Comments on Menagement Survey Report

REFERENCESs As Memo of Management Officer to AD/ORE,
dated 18 July 1950, Subject; Management
Staff Study of National Intelligenoe
Survey Division, ORE (Bnoclosed)

Be Memo of Management Officer to AD/ORE,

dated 14 July 1980 = Discussion of
Munagement Staff Study of Regional
Divisions which are of goncern to
Chief, D/NIS.

le As & prefsoe %o comments on speoific points raised in the report of
the Management Officer om D/NI3 operations and the NIS Program, a brief review
of this program appears to be necesswry in order that there may be & complete
understanding of all the facts bearing upon the issues involved,

2+ The KIS Program has been implemented in striot compliance with the
provisions of N3CID Xo, 3, dated 13 January 1948, The specifiec proviasiong of
this direotive that are relevant in the present case are as follows:

&« "An outline of all basic intolu%oe r;guirod l_:% the Governe
mont shall be prepared by the n oo oration w ¢ appropriate
agenoles.”

be "This outline shall be bpoken down into chapters, sections,
and sub-seotions which shall be allocated as production and maintenance
reaponsibilities to CIA and those agenoies of the Govermment wilch are
best qualified by reason of thelr intelllgence requirements, producdblon
oapabilities, and dominant interest to assume thh production and
maintensnce responsidility,”

o« "Changes in the outline or alloocations shall be effected b
agresment between the Director of Central Intelligence and the agenolies
ooncer

.'

ds "The Wational Intelligence Surveys will be disseminated in
suoh form as shall be determined by the Director of Central Intelligence
end the agencies ooncerned.™ -

6. "The Director of Central Intelligenoce shall be responsible
for soordimating production and meintenance and for asco ﬁlﬁi

the
oditin cation, &n 88 ation of those Hational Iﬁdﬁ enoe
!’Gmy and shall ﬁa such r equests ou The 6genciss as 6re HECSaSALY
O

¥ their proper development and maintenance,”
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3« An interdspartmental ad hog committes, with the CIA member designated
as chairman, was established by the IAC to consider and formulate plans f or
the implementation of the NIS Programs The final report of this committee was
epproved by the IAC Agencies with a few exveptions on minor points, none of
which are germane %o present issues. The Director of Central Intelligenoce in
DOI 3/1, dated 8 July 1948, directed that the Besic Intelligemce program be
sondusted i3 ascoordance with procedures developed and agreed upon by the
interdepartmental ad hos committee,

4+ The epproved report of the ad hos committees, as anended, provides for
the egtablishment of a permanent NIS Uommittee with the CIA member as Chalrman
and defines the functions of this oomuittee and of the IAC Agencies as followst

se NIS Comnittee

(1) The NWIS Committes oonsists of representatives of the
Director of Central Intelligence and the Chief's of the
Intelligence Agenoies of the Departments of State, the Amy,
the Navy, and the Air Foroe, The representative of the
Director of Central Intelligence is ax offiols chairmen of
the comnittes, It also includes en advisory member from the
Joint Staff who shalls

(a) Be thoroughly familiar with the basig
intellirenos requirements of the Joint Chiefs of
Start (J03).

(b) FKeep the JO3 informed of the progress of
the ¥13 Program.

(e) Xeep the NIS Coumittes informed of changes
in the JCS requirements,

(2) The NIS Committee performs the following functionas

(a) Considers end recommends for Intelligemoe
Agenoy approval over-all policios for the NIS Prograig

(b) Determines the soope and treatment of each
HIS to be produced,

(o) Allocates respousivility for production and
maintenanoe of XIS {n socordance with the intelligence

requir-ments, production capabilities, and dominsnt
interest of the Intelligenoce Agencies oonoerned.
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(d) Bateblishes NIS proauoam and maintenance
schedules based upon JOS priorities and agency
oapabilities,

(o) Promlgetes prooedures and instructions for
the preparation, roview, oditing, and subnisgion of
NI8 comtributions.

(#) Recommends to CIA measures necessary for the
oocordination of the NIS Program.

be The Central Intelligence Agenoy performs the following funotionss

(1) Provides over-all ocordination of the NIS Program,

(2) Préduon those elements of WIS allocated to it for
production by the NIS Comnittee,

(3) Furnishes ocertain oommon services which can best
be done sentrally,

(4) Rdits WIS contributions, provides advisory sube
stantive roview, and arranges for the publication of NIS,

(6) Disseminates NIS in acoordance with Intelligence
Agenoy agreements,

Os The IAC Agenoies (State, Army, Navy and Alr Poroe) perform
the following funotions!

(1) Provide a member and alternate members of the NI3
Committee,s This wember ropresents, and speaks for, the
Chief of the Intelligence Agenoy of the Department from
which he 13 acoredited.

(2) Produoce and maintain the NIS elaments whioh have
been allocated by the NIS Comnittes a8 production responsie
bilities.

(3) Implement collection effopt which may be required
for RIS production and maintenance, .

ds The noneIAC Agencies perform the following functionss

(1) Produce and maintain portioms of HIB when
| explicitly assigned that responsibility by the WIS

*Foe
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Committee or by an Intelligzence Agenoy with the epproval
of that Committee.

(2) Furnish Intelligenoe Agenoles with material for
integration into NIS by those agenoigs. !

6o Inoluded as an integral part of the approved ad hos committes report
were the following:

as List of NI3 Aroeas
be The JC3 Priority lList

Ge Tentative Allocations of Responsibility for Preparstion
of the RIS

de The XIS Outline and Guide
¢e¢ Standard Editorial Instruotions for the NIS

It i worthy of mention &t this point that items 8,0, 4
and @ are the products of interdepartmental effors upaon 7‘113'5
there was oomplete agreement bobween CIA and the IAC Agenoies,

6+ The question of paramount importance is whether or not the NIS is an
interdepartmental project or a CIA projects The answer to this queation appears
to bs clear. HSCID Noe S directs the activation of the NIS Frogram by ths use
of such twms as "the CIA in collaboration with the appropriate agenoies™,
*by sgreement between the Direotor of Centrsl Intelligenoe and the agencies
oomoerned” and, "shall be determined by the Director of Central Intelligence
snd the agenoles oconcerned"., At no plece in N30ID No, $ is it stated, or
implied, that the ¥IS is to be & produst of "CIA with the sssistance of the
intelligenos agencies”. The interdepartmental oharacter of the NIS Program
is further regognized by the following aotions;

8s Esteblighment by the IAC of an interdepartmental ad hog
committes to formulate plans and procedures for the acoompIlaTusent
of NIS Program objectives.

be Approval by the IAQ of the final report of the ad hos
committes w:ich recognised and provided for the o onduct™ o the
NI8 Program as sn interdepartmental projeot,

0« Issuance of directives by the Director of Central

Intelligence requiring oonduct of the YIS Program in soocordance
with the approved report of the ad hoo committeo.

SR
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From its inceptiom it ie evident that the KIS Program has been
considered by the N3C as an interdepartmental projecti that 1t has been so
oconsidered by the IAQ, the Director of Central Intelligence, and all those
who have had an active part in the implementation of this programe

T7s The allooation of production and maintenance regpongibilities was
made to "CIA and those agencies of the Covernment which are besat qualified
by reason of their intellipgence requirements, production capabilities, and
dominent interest.,” In those f'ields wherc CIA meets these requirementa the
allocation has been mssigned to CIA, suoh as in the oase of Hap Division, ORE,
Later, 03S0/CIA requested allooation of Section 56 "Intelligence and Security"
which wag originally assigned to OIR/State, and this was eventually done,
0S1/CIA was repeatedly requested to agsume & more active part in the production
of Chapte VII contributions, It was only recgently that 08I accepted responw
s8ibility ror coordination of Chapter VII and specific allocation of production
for Sections 70 and 78 of that Chapter. In short, there is ample opportunity
for CIA to assume production and maintenance responsibilities under the KIS
Program where it is the best gquealified by reason of the aforementioned
conditions.

8+ The Management Officer contends that Regional Divisions in ORE should
assume responsibilities which they do not have. The Chief, D/NIS has
conaistently held that, in those fields of basio intelligence where CIA does
not have primary responsibllity, its position properly is an advisory and
coordinating one and not a controlling one. That this procedure is eminently
sucoessful is attested by the ocontributors' acceptance of all fundsmental and
supportable comments arising out of the review by D/NIS and the Refional and
Funotional Divisions of ORE. Quantitatively, 66% of all contributions received
during the past year have been given major revisions by the contributors as a
result of this reviewing process, Moreover, the large majority of instanoces
in whish the Regional Division comments have not been aoccepted by the contrie
butors were due to new information arriving after the cut-off dste, The
heavy work loed and lack of agency capabllities made it infeasible in those
instances to extend the out-off date without seriously affecting the production
sohedule as & whole. As emphasized to the Henagement Officer during the owursu
of hig survey of D/NIS; this situation will gradually be improved as production
flow and agency capabilities become better balanced. This has been considered
at some length in the "Report of the NIS Program - Flgsoal Year 1950%,

Qe Wors CIA to "ezll the tura™ on substantive matters, it would either
have to assume complete responsibility for the NIS or attach disgenting
opinions throughout the publicatione The former alternative is not possible
without oonsiderable augmentation of ORE necessary for the rewriting of
contributions and for the regearch staff to cheok all basioe data, For inatance,
to do this for "ports and naval facilities" would require the maintenance of
files and the availability of speoialists commensurate with those now producing
this material in Nevy. As for the latter alternative, CIA would be placed in
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the position of tacltly approving all the material im a contribution to which
it did not dissent. S3ince the conuributing ejency does have responsibility
allocated to it for designated categories of basio lnlelligence, it is only
loglical that wiere there are differsnces of viewpoint, not subjeot to precise
confirmation, the contributing agency's view prevail, MNoreover, there are
many ocategories of intelligencs in which ORE has no real capabilities, such
as oceanography, coasts snd landing beaches, and armed forces. In the last
analysis, there is no basis under present directives to permit CIA's views to
prevail over Lhose of an IAC Agency in & category of basic intelligence where
that a genoy has allocation of production respensibility. The efforts of the
NIS Coordinator have been dirscted toward strengthening those agencies,
coordinating their sotivities, and in providing editorial and substantive
guidance to the extent of CIA's capabilities,

COMMBENTS ON RECOMMENDATIONS OF MANACEMENT SURVEY REPORT

10 Recommendation &

The "Menacement 3Study of Regionel Divisions of ORE" has been previously
oommented on in this report, Aes to the "Pactors toc be Reconoiled Between the
NIS Program and the Dasic Eoonomio Research Activity of Eastern European
Divieion, ORE™, the Lelow comments refer to subparagraphs of Paragraph 63

s+ The "Standard Instruotions for the NIS"™ have been made
available to all Divisions of ORE in amounts which they have
requested. These Standard Instructions contain the Outlines and
Outline Guides, the Allocation of Production Responsibilities, the
NIS Areas, BEditorial Instructions, and the current Production
Schedules

be BHoonomio wvalues in the NIS have besn standardized to a
practicsl extent by interwagency agreement. It is not f'sasible
to standardize all economic values for all areas. Where there is
variation in the values, D/EE has opportunity to comment upon
oontribvutions received for review,

¢« The priority of production assigmment cannot be geared to
every Reglonal Division or to every Intelligence Agenoy. For that
roason, JG§ priorities are used as the bvasis for NIS production.
Thie principle has been approved by the DCI, the IAC and the NSC.
As a matter of fact, ull areas of interest to the Q/EE are in the
highast priority ocetegorye The regional setwup in the conitributing
agonoies, however, makes it necessary to produce NIS on other areas
similtenecusly in order that full utilization of mree specialiasts
maybe}md.

.. TCRER
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de Coplos of the "Allocatlion of Production Responsibilities"
have been made available to D/EEs Those show the agencies of the
Govermment which are partioipsting in the NIS Program.

_ @e . All ocontributors to the NIS Program are encouraged to seek
out information and expert opinion from their own agenoles and
other agencies of the Govermment, including CIA.

fo Pre=publiceiion drafts are available to any compoment of
CIA upon valid requirements. D/EE analysts have had such drafts
nade available to them cn several ocoasions. D/NIS does not
automatioally leave such drafts in the Regional Divisions in the
interests of reducing umnecessary disseminstion of inoomplete and
unfinished intelligence materiale.

g+ D/EE as well as other Divisions of ORE have direct liaison
with all agencies contributing to the NI3 Programs Through these
ghannels, they oan procure basic intelligence required by them.
Contriduting agencies are responaible for initiating revisions of
NIS for whioh they are responsible when there is sufficient new
information to warrant such revisions, ‘

Referring to Parsgraph 7, the Manegement Officer says, "Consideration
should be given to institution of procedures for coordination of these two
basic intelligence efforts, Such actions would eliminate costly dupliostion
of effort within the Pederal Govermment and would emhance the quality of the
intelligence product™e

Comuents Representatives of the Boonomio Divislon, ORE, assisted
the Ihfer-agenoy committee in formulating the intelligence require-
ments of NIS Chapter VI "EBoonomio"e 8Singe Shen thore has been no
indication t!at the Boomomio Branoh of D/ERE is dissstisfiod with the
XIS requirements or that it has capability to assume the production
responaibility for this Chapter on the Suviet orbit, which is
ourrently allooated to JR/State with the assistanos of the Awmed
FPoroes Agencles and the Departmwents of Agricuiture end intSericy. 1If
sugh capebility does in faet eéxiat and if this is comeidered to be a
proper funotion of an ORE Regional Division, the Chief, D/NIS, should
be so informed in order that this matter may be lald before the NI
Comnittee for initial aonsideration and recommendation regerding
reallocation of production responsidbility,

11+ Recommendation _’g

Each Office of CIA has been including NIS support in its own budget
proposalss D/51§ does not mee what advantages would acorue from this resccmmend.
ation, but does not objeoct to it,

Approved For Release 2000/08/21 : CIA-RDP57-00042A000100180007-3



]
"

Approved For Reléase 2000/08/21 : CIA-RDP57-00622A000100180007-3

e,

i

Y
Y

12, Recommendation Q»
This recommendation has been carried out as a matter of mourse.

13+ Recommendation 4

This recommendation hes been dealt with at some length in preoceding
commentarye In brief, NSCID No., 3 olearly indicates that the NIS Progran ig
& joint produstion and meintenance effort to which CIA, the IAC Agencies, and
other Governmont apgencies each sontribute in sccordance with its intelligenoce
requirements, production cepabilities and dominant interest; and that the
DCI is responsible for coordinating production and malntenance, and for
socomplishing the editing, publication, and dissemination of the NIS, In
oonsequence, the NIS is not & product of CIA alone; it is a coordinated product
in which CIA essumes the rols of contributor and coordinator, and performs
services of common aoncern.

14, Recommendation o

This recommendation refleots the mission which the editors of p/n1s
have had from the 1no,ft10n of the NIS Programe

16« Reoommendation £

Mull requirements for editorial ingtructions have been satisfied, When
all recommendations for changes and revisions have been received, the f inal
instrustions will be reproduced in a more finished and ussble form,

184 Recomendation g

This recommendation is divided into three categories, nemelys a) colleotion
requirements; b) discrepancies in publighed NIS; and o) NIS Maintenance Mles,

In respect to a), the contributing ugencies sre now oharged with the
reaponsibility for initlating collection requests for paps in the contributicns
for whioch they have allocation of production, The Intalligence Agenoles of
State, Army, Wavy, and Air Force have igsued dir:ctives to their field
aotivities to imploment this matter. Divisions of ORE may &t any time {ssue

oollection requirements on matters at issue in the YIS, Current oollectiom

procedures provide for checking such requirements to emsure that duplioate
oolleation ruquests are not sent to the fleld, :

In respect to b) above, the directives of contributing agenolea to
their field activities provide for cheoking disorepenoiss in pu'blishqd Nis.

In reapect to o) above, it is considered that any attempt to provide
adequate maintenance files in /NIS is wholly infeasible, That is & velid

. SheREn
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responsibility of the contributing sgencies who ‘hav& the stal'fs and the
voluminous files necessary to do a proper maintenance job, and which they do
as a matter of course in their day to day operations.

17« Reocomnendation h

This recommendation is conourred in. However, the statisticsl records
naintained in D/NIS wlill be further almplified to minimisze the work load
whether it be done by hand or by machine methods,

184 Reocmendation 4

The question reised by Manegement Officer respeoting the dissemination
of the NIS echoes the question raised by COAPS, whioh was oommented upon by
Chief, D/NIS in memorandum to AD/ORE of 28lay 1950. Initially, COAPS was

25X1C8a concerned about the number of copies of the NIS which were being digseminated.
Bxoluding the 150 copies *whiah reguirement, incidentally, was
reached in sgreement between the Director and the 25¥X1A9a
dissemination requircments of the NIS are determined by the sum total of the
individual r equirements of the Intelligence Agencies, the other Defenmse Agencies,
and certain non-Intelligenocs Agencies which OCD is now surveyin:zs Apperently,
COPAS oomsiders that CIA should determine the dissemination requirements of the
reoipients of the WIS without refe 0@ to the lattera® own wighes, for in
COAP8' memorandum to AD/ORE and AW/OCD, dated 14 Maroh 19650, it states, "it is
the opinion of COAPS that the original publicetion of the RIS for peaokbbime use
should be limited to a maximum of 100 copies™, After learning some of the
faots at issue, COAPS by later memorandum of 15 May 1950, states, “If 150 of

25X1C8a the printed run of 800 is adoqua’ceiwe still think that a muoh
smaller number than the present .culd be adequate for the United 3tates™, (n
two oocasions COAP3 has taken up the matter of reduction of NIB requirements
directly with the IAC Agenoies, and both times the replies have indlcated that
the thiefs of these agencies, through the medium of their NIS Oommittee members,
ware keeping the matter under camtinuing review, Recommendation of the
Management Officer is that "Disseminetion of the NIS be recogniszed as a CIA
function and such dissemination be effected in accordance with CIA dissemination
policies, with due consideration bei iven to the d esires of contributin

encies™. (Underline added.) 1In efgso%, That reflsota What 1s now b eing done

%m@ the medium of the NIS (ommittes, which determines the desires of the
contributing agencies and so informs OCD. NIS dissemination policies can only
be determined by refarence to the ocontributing sgencies, since it ia their
intelligence which 1sbeing disseminated, For those sections whioch OIA is
contributing, the dissemination polioy is determined by CIA, speocifisally OCB
and I%83. The present procedures for the dlssmemination of NI are sound and
opsrate to the mutual benefit of all mgenclies concerned. MNoreower, they are
oongonant with present directives and poliocies.

SECRER
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194 Recommendation J_

Menagement Officer correctly states that, "The table of organizetion
of Putliocation Branch as presently constituted is not being following in
performance of aotivities". The prineiple remsons for this are: first, that
the Publication Branch has never been staffed suffisciently to permit seotion
organization es called for by the T/0; and second, thet the incoming contrie
butions have varied so much in quantity and quality as to require a very
fluld organization to meet the situations A similar situaition has existed in
the Bditorial Pranoh as wells When NIS production flow stebilises it is
oocnasidered that the present organization of D/BIS will be more sound and
workable then the recommended one. No changes should be made until experience
has indioated what those changes should be. Moreover, there are major questions
of policy reapeoting the XIS Progrem whioh are now before the Director for his
decision and that of the TAC. The nature of those deoisions will affect the
rate of NIS production which in turn will heve direqt bearing on the size and
oomposition of D/NIS. In cansequence, it is recommended that no action be
talken on the reorganization of the Publiocatlions Branch until these matters
have been gettled.

I 25X1A9a

Encloseds
Reference A. (With original, only)
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